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Theprimaryfunctionof thispaperis to analyseandassessthefunctioning
of themonitoringandongoingevaluationsystemduringprojectimplementationin
Pakistan.In otherwords,it istheappraisalof theeffectivenessofthesystemwhich
is aimedat.However,it shouldbementionedherethatthesystemofmonitoringand
ongoingevaluationwhichis examinedin thepaperis relatedto projectsin theagri-
cultureandruraldevelopmentfields.Thisisbecauseof lackof datainotherareas.
Initiallyweshallexaminesomeof theterminologicalconceptsinmonitoring
andevaluation.Thisisfollowedbyadescriptionofthesystemasit existsinPakistan
atthenational,provincialandprojectlevels.Thesystem'sfunctioningattheproject
levelis illustratedbrieflywithanumberof casestudies.Thepaperconcludeswith
suggestionsfor policy-makersto improvethe operationaleffectivenessof the
monitoringsysteminPakistan.
DEFINITIONOF MONITORINGAND
(ONGOING)EVALUATION
Monitoringcanbedefinedas"a processof measuring,recording,collecting,
processingandcommunicatinginformationto assistprojectmanagementdecision
making"[4,p.2]. "Ongoingevaluationis theanalysis,byprojectmanagement,of
monitoredinformationon a continuingbasis,with a viewto enablingit where
necessaryto adjustor redefinepolicies,objectives,institutionalarrangementsand
resourcesaffectingthe projectduringimplementation"[4, p.3]. Monitoringas
seenby theWorldBank"assesseswhetherprojectinputsarebeingdelivered,are
beingusedasintendedandarehavingtheinitialeffectsasplanned.Monitoringis
an internalprojectactivity,an essentialpartof goodmanagementpracticeand
thereforeanintegralpartofday-to-daymanagement"[12,pA].
GuidoDeboeckstatesthat"monitoringcanbedefinedasthetimelygathering
of informationon projectinputs,outputsandcomplementaryactivitiesthatare
*RespectivelyChief,ProjectEvaluationSection,andResearchEconomist,Pakistan
Institute of Development Economics, Islamabad (Pakistan).
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PROJECTMONITORINGTERMINOLOGY
Projectimpactis thefourthconcernof a monitoringsystem.The effects
generatedby projectactivitieshavean impacton the targetpopulation.Higher
incomesmaygiveriseto greateremploymentopportunities.Betterhealthandedu-
cationfacilitiesleadto an improvementin thequalityof life throughimproved
nutrition,higherliteracyrates,widerparticipationi communitylife,etc.There-
fore,it canbeseenthatimpactis aproject'slonger-termdevelopmentobjectiveas
distinctfrominputsandoutputswhichareof immediateconcern.
It canbeseen,therefore,thatamonitoringandongoingevaluationsystemhas
two majorobjectives.The first relatesto the physicalandfinancialprogressof
projects,indicatingthe degreeof physicalwork completedandthe amountof
financesdisbursed.Thesecondrelatesto inputsandtheirutilizationby thosewho
benefitfromtheproject.Thus,througha constantmonitoringof inputsandout-
puts,it ispossibletocomparetheactualpositionwiththeexpectedone.
For effectivemonitoring,however,therearethreebasicprerequisites[13].
The first is theresponsivenessof managementto thevariousflowsof information
fromthefield.Themanagerhasto be competentto analysethedataandto take
correctiveactionwherenecessary.Thesecondprerequisiteis a technicalonewhich
involvesdatacollection,dataprocessing,dataanalysis,andpresentationftheresults.
Timeis of importancehereif theprojectmanageris to taketherequisiteactionto
meetshortcomingsin theimplementationschedule.Thethirdprerequisiteisinstitu-
tionalandadministrativearrangementswithinthecountrywithoutwhichitseffec-
tivenesswouldbeblunted.
criticalto theattainmentof theobjectivesof theproject.It utilizesbaselineinfor-
mationcollecteduringthedesignandpreparationphase,andcontinuesthrough-
outtheproject'slife-timewhenit comparesactualinputsandoutputsandactivities
withtheexpectedor plannedlevels.It alertsprojectmanagementandpolicy-makers
to potentialimplementationproblemsrequiringcorrectiveaction.It myalsoprovide
thenecessaryinformationfortheinstigationandpreparationof ongoingevaluation"
[3,p.2].
Monitoringandongoingevaluationareinterlinked.Thelatterrefersto the
processwherebyprojectmanagementcontinuallyexaminesthedataflowingfroma
project'sinputsandoutputsmakingnecessaryadjustmentsto meetanydeviations
fromtheplannedschedule.Concurrentevaluationisanothertermwhichcanbeused
interchangeablywithongoingevaluation.Impactevaluation,or ex-postevaluation
(whichisnotincludedin thescopeof thispaper)referstotheeffectsof theproject
aftercompletion,thatis aftera timelapseof oneto fiveyears.Someotherterms
usedin projectmonitoring- for example,inputsandoutputs,effectsandimpact-
arediscussedbelow.
As projectsinvolvetheuseof inputs,inmonetaryandnon-monetaryforms,to
generateoutput,thesehaveaneffectandanimpactonthetargetgroup.A monitor-
ingsystemthereforekeepsarecordofprojectinputs,outputs,effectsandimpacton
projectbeneficiaries[11]. Thesefourobjectivesof a projectarebrieflydescribed
below.
Projectinputs,whicharetheimmediateobjectof amonitoringsystem,canbe
differentiatedintothreecategories:(i) physicalfacilities,e.g.a healthunitor an
irrigationsystem;(ii) adviceto projectbeneficiaries;and(iii) supplyof goodsand
services,uchasseed,fertilizer,andcredit.Thevarioustypesof inputsprovidedby
a projectgiveriseto outputbythosewhobenefitfromtheproject.Suchbenefits,
for example,areincreasedyieldsof cropsdueto greateravailabilityof fertilizer,or
increasedschoolattendanceor amoreextensiveuseof healthfacilities,if ahealth
unithasbeenprovided,andsoon.
Onceoutputshavebeengeneratedfroma project,theireffectonthetarget
groupcanbe seenin suchformas,for example,increasedcropproductionasa
consequenceof greateravailabilityof fertilizer,an improvementin generalhealth
conditionsasa resultof theprovisionof basichealthfacilities,andsoon. Not all
projecteffectsemergeinashortime.Someeffectstakelongertoemergebecauseof
thepoorstateof educationof thetargetgroupandthelow levelof thepeoples'
awareness.Also,culturalfactorsmayinhibittheadoptionof newtechniquesand
newideas.
MONITORINGARRANGEMENTSAND
TECHNIQUESIN PAKISTAN
At theNationalLevel
In thissectionweexaminearrangementsandtechniquesfor projectmonitor-
ingandevaluationatthenationallevel.Thesecondpartof thissectionreviewsthe
monitoringsystemat theprovinciallevel,followedby a discussionof monitoring
techniquesandarrangementsat the projectlevelas adoptedandestablishedby
autonomousorganizationssuchastheWaterandPowerDevelopmentAuthority
(WAPDA),theAgriculturalDevelopmentBankof Pakistan(ADBP),etc.,for their
projects.
Thereis anImplementationa dProgressSectioninthePlanningandDevelop-
mentDivision.Thissectionwascreatedin theProjectWingin 1966buthasbeenin
activeoperationsince1978,thoughwithveryinadequatestaff.Twotechniquesare
adoptedfor progressmonitoringby thissection.Thefirstincludesthefillingupof
specialformsby theProjectDirectors.Thedataontheseformsincludethedegree
of progressin physicalandfinancialterms,thedifficultiesbeingfacedattheimple-
mentationstageandanydeviationsfromtheoriginalplanalongwithanychangesin
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thecostingof thechangedplans.TheseformsareknownasPM-I,PM-II,andPM-III.
Thesecondtechniqueof progressmonitoringis thatof on-sitevisitsby the
relevantofficials.Theirreportsarethencirculatedto variousministriesanddepart-
ments.The sectionalsopreparespecialreviewreportsfor majordevelopment
projectsandin thelastfiveyearsapproximately160projectshavebeenthesubject
of suchreports.Thisis anannualaverageof 32.[2].Thissmallcoverageisstatedto
havebeendueto theshortageof trainedstaffin thesection[2]. Also,quarterly
summariesof therateof progressof variousprojectsarepresentedin themeetings
of theExecutiveCommitteeof theNationalEconomicCouncil(ECNEC)alongwith
theproblemareasthathavebeenidentified.Directivesareissuedby ECNECtothe
executingMinistriesandDivisionstotakeremedialction,wherenecessary.
At theProvincialLevel
At the provinciallevel,thePlanningandDevelopmentDepartmentof the
Governmentof Baluchistanis in the processof developingan effectiveproject
monitoringsystem.Thesystemisexpectedto operatefor allsectorsof theprovin-
cial economy:the industrial,agricultural,powerand socialsectors.Currently,
monitoringworkis primarilycarriedoutbyfillingoutthereieventformseveryquar-
teroronahalf-yearlybasis.
The formsareof the standardtype,indicatingnameof the project,the
executingagency,theareato be servedby theproject,totalcost,the yearof
commencement,annualfinancialphasing,benefitsof thescheme,physicaltargets
of thescheme,Le.whathasto beaccomplishedin physicalterms(e.g.numberof
housesbuilt or of canalsconstructed,or of healthcentresestablished,etc.),the
expenditureactuallyincurredandthephysicaltargetsactuallyachieved.In some
instancestheexpectedateof completionis alsomentioned.An importantfeature
of theseformsis thattheyalsoidentifybottlenecks,if any,duringimplementation.
For example,a schememaybeparticularlywellplannedbutwhenit comesto be
executed,it is discoveredthattherelevantandqualifiedmanpoweris notavailable.
. Consequently,theschemefails.
Apartfromreporting,concernedofficialsoftenundertakeunscheduledvisits
to inspecthepaceof thedevelopmentwork.Thedatacollectedon theofficial
formsrelateto thephysicalandfinancialaspectsof theproject:howmuchworkhas
beencompletedin physicalterms(usuallyexpressedin percentages)andhowmuch
moneyhasbeenutilizedin theproject.For federallyfundedprojectsa similar
systemis alsofunctioningwitha FederalInspector-General(onlyin Baluchistan)
whosesoledutyis to monitorthepaceofdevelopmentworkof thefederalprojects,
usuallythroughon-siteinspectionswhicharefollowedbyawrittenreport.
Theotherthreeprovincesalsohavearrangementsformonitoringtheprogress
of projects.In thePunjabthereis a progress-monitoringsectionwhichhasbeen J '
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functioningsince1974-75.Thesectionis locatedin thePlanningandDevelopment
Department.Theresponsibilityof thissectionisto undertakemonthly,quarterly,
half-yearlyandannualreviewsof all theprojectswhicharebeingexecutedwithin
the frameworkof theAnnualDevelopmentProgramme(ADP).Regularmonthly
reviewmeetingstakeplacewith the variousadministratived partmentsso that
bottlenecks,if any,areidentifiedandcorrectiveactionistaken[5].
In Sindalsoaninstitutionhasbeenin existenceformonitoringprogresssince
1974-75.TheProvincialPlanningandDevelopmentDepartmentis responsiblefor
holding reviewmeetingson a half-yearlybasiswhereasthe Administrative
Departmentsholdsuchmeetingson aquarterlybasis.Thesequarterly,half-yearly,
andannualreviewsareconcernedmainlywiththefinancialandphysicalprogressof
projects.However,thereis nomonitoringof eachandeveryprojectasthestaffthat
wouldberequiredforsuchpurposesi notavailable[5].
In theNWFP,progressmonitoringof projectsin differentsectorsis doneon
a quarterlybasis,whereofficialssuchastheDivisionalCommissionerandAssistant
Commissionera erequiredto monitortheprogressof thedevelopmentwork.Their
reportsaresubmittedto thePlanningandDevelopmentDepartmentof theProvin-
cialGovernment.In addition,officersof thatdepartmentalsovisitimportantselected
projectstoreviewthepaceof thedevelopmentwork[5].
Otherformsof monitoringincludethefillingup of quarterlyreports,spot
inspectionsof selectedprojectsby officersof the Planningand Development
Departmentandvisitsof InspectionTeams,e.g.theGovernor'sInspectionTeam,the
DepartmentalInspectionTeam,etc. Thereare alsoDistrictTechnicalReview
Committeeswhichareheadedby therespectiveDeputyCommissionersandwhose
responsibilityit is to reviewtheprogressof projectsin theAnnualDevelopment
Programme[7]. Finally,therearereviewmeetingsheldinthePlanningandDevelop-
mentDepartmentwhichconsiderthemontWyreviewreportssentby thevarious
administratived partments.Ofparticularimportanceisthemid.yearreviewofallthe
projectsincludedintheAnnualDevelopmentProgramme.
At theProjectLevel
At thislevel,monitoringarrangementsexistonly for foreign-aidedprojects.
Onesuchprojectis thatof On-FarmWaterManagement,themonitoringarrange-
mentsfor whicharebeingmadeby theWaterandPowerDevelopmentAuthority
(WAPDA)whereasthesponsoringagencyistheMinistryof Food,Agricultureand
Cooperatives,Governmentof Pakistan.TheprojectlikeotherWAPDAprojectshasa
veryeffectivemonitoringsystem.
Theassignmentto monitorandevaluatetheprojectwasgivenbytheMinistry
of Food,AgricultureandCooperativestoWAPDA'sMonitoringandEvaluationDirec-
toratewhichhastherelevantexperiencein thisfield.TheChiefEngineer,Surveyand
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ResearchOrganization,PlanningDivision,WAPDA, hastheoveralladministrative
controlof theproject.Theprojectitselfisheadedbyaprojectdirectorwhosuper-
visesall theactivitiesof theproject.Threedeputydirectorsalsoassisthimathis
headquarters.ThesedeputydireCtorsarespecialistsin thefieldof agriculturaleco-
nomics,agriculturalengineeringandstatistics.Initially,two regionalofficeswere
established.Thesewerelocatedat FaisalabadandHyderabad.A third regional
office hasjust beenestablishedat Multan.The officesareheadedby a Senior
ResearchOfficer.TheareaundertheFaisalabadregionalofficecoversthesample
watercourseswhicharesituatedintheNWFPandthePunjabwhereastheHyderabad
office coversthe samplesiteswhicharelocatedin theprovincesof Sind and
Baluchistan[8].
The projecthasbeenmonitoredthroughthreestages;thepre-improvement
stage,the ongoingstageandthe post-improvementstage[8;9;10]. Datahave
beencollectedfor allthethreestagesthroughadministeredquestionnairenterviews
andthe recordingof actualobservationsby officersin thefield. Strictquality
controlof thedatais ensuredatthetimeof theircollection.Thisis donebythe
SeniorResearchOfficerin chargeof theregionalofficewhocarriesoutfieldchecks
in areasunderhisjurisdiction.If thereareanydivergencesormisunderstandings,
theofficeris expectedto clearthemupwithhissubordinates.DeputyDirectorsat
theHeadOfficealsoundertakefieldtripsandtheProjectDirectoralsovisitsfield
areastomonitortheworkandresolveanytechnicalandadministrativeproblems.
Thesecondcasestudyis theFourthAgriculturalDevelopmentBankProject
in Pakistanwhichisbeingmonitoredandevaluatedby aMonitoringandEvaluation
Cellof theAgriculturalDevelopmentBankofPakistan(ADBP)[1].Thiscellhasbeen
establishedbecauseforeignagencies,uchastheWorldBankandInternationalFund
for AgriculturalDevelopment,insisthattheloanstheygivebemonitored.Inaway
thisensuresthatcreditis spentfor thepurposeit wasgivenfor. Also,thedata
receivedfrom monitoringthe utilizationof the loan helpsin the efficient
managementof theprojects.Themonitoringcellis situatedattheheadquartersof
theADBPwhichisin Islamabad.Apartfrombaselinesurveyswhichthecellconducts
a systemof regulareportinghasalsobeeninstituted.Quarterlyreportsof physical
andfinancialimplementationaresubmittedto therelevantofficials.Thequarterly
reportsshowLendingOperations,Recoveries,Statusof LoanApplications,and
Disbursementsof IDA andIFAD Loans.Themembersof thecellwillalsoconduct
spotchecksbyvisitingbranches/regionaloffices.
ProgrammeMonitoringand EvaluationSystemsexistfor IntegratedRural
DevelopmentProjects.Daudzai,thethirdcasestudy,is onesuchprojectrunbythe
PakistanAcademyfor RuralDevelopment,Peshawar.Monitoringandevaluationof
theactivitiesof thisintegratedruraldevelopmentprojectaredoneattheAcademy,
themarkaz(project)level,andthevillagelevels[6].
At theAcademylevel,wheretheDirectoristheadministrativeh ad,monitor-
ing,whichbasicallyinvolvesa comparisonof projectachievementswithproject
targets,is carriedoutthroughregularlyheldmonthlymeetings,asystemof quarterly
reporting,annualreviewsandmonthlytrainingconferences[6].
At themarkaz(project)levelalso,similarmonthlyandannualmeetingsare
heldto reviewtheprogressofvariousactivities,identifyproblemsandprovideguide-
linesfor futurecourseof action.At thislevel,extensioneducationtrainingsessions
arealsoheld,themajoraimbeingto bringruralpeopleintocontactwithextension
workers[6].
At thevillagelevel,eldersandotherresponsibleworkersmeetregularlyto
discusstheimplementationfproductionplansanddevelopmentschemes[6].
CONCLUSIONSANDPOLICYRECOMMENDATIONS
It will beprematureto makegeneralrecommendationsPakistan'sproject-
monitoringsystem,especiallyin theagricultureandruraldevelopmentsector,since
experienceis still limited,andto generalizefromthethreecasestudiesusedin
thispaperwill be furtherdisturbingbecauseall thethreearepilotprojectsand
foreign-funded,andthushavereasonablyeffectivemonitoringsystems.
However,ourexaminationof thearrangementsforproject-monitoringsystems
at thefederal,provincialandprojectlevelsenablesustoreachafewconclusionsand
tomakecertainrecommendations.
At thenationallevel,theprominentshortcomingsareasunder:-
1. Somespecialreview-reportsfor majordevelopmentprojectshavebeen
undertakenby theImplementationa dProgressSectionof thePlanning
andDevelopmentDivision,but owingto veryinsufficientstaffwiththe
Section,acomprehensivecoveragehasnotbeenpossible.
2. TheProjectMonitoringFormsarebiasedtowardsfinancialmonitoringand
thereis nostandardcriterionto beusedfor measuringphysicalprogress,
whichis donein percentaget rmandcanbemisleading.No scheduling
andcontrollingtechniqueslikeProgrammeEvaluationReviewTechniques,
CriticalPathMethod,andBarChartsareusedonasystematicbasiswhile
planningforimplementation.ThiscanbeseenfromthePM-Iformwhich
makesonlyanenquiryunderSection23aboutheuseofsuchtechniques
butdoesnotmakeit acompulsoryequirement.
At theprovinciallevel,the arrangementsarealsoextremelydeficient.The
weakpointsareasfollows:
1. TheprovincialPlanningandDevelopmentDepartmentslacktrainedstaff
formonitoring.
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2. Monitoringarrangementsfor individualprojectsattheprovinciallevel(as
doneby the Implementationa dProgressSectionof thePlanningand
DevelopmentDivision)existin theorybut in actualpracticetheseare
almostnon-existent.
3. At best,reviewsarepreparedon monthly,quarterly,half-yearly,or an
annualbasis.Thesereviewsgenerallycontaininformationbysectorswhich
is collectedfromperiodicreview-reportsor throughmonthlyorquarterly
review-meetingsgenerallyheldattheprovincialheadquartersbutwithout
anyvisittotheprojectareas/sites.
4. The provincialgovernments(theNWFPfor example)haveassignedthe
taskof monitoringtheimplementationf developmentprojectsto civil
servantswholackthenecessaryexpertiseformonitoringandevaluation
functionsin.asatisfactorymanner.
At theprojectlevel,monitoringandevaluationsystemsexistfortheimplemen-
tationof foreign-aideddevelopmentprojects.Monitoringandevaluationcells/sections
for suchprojectshavebeensetup underpressuresfromInternationalFinancing
Agencies.Thesystembeingadoptedin thecase-studyprojectsmentionedaboveand
discussedinthispapereflectsuchpressures.
Wehavealsodiscussedverybrieflytheprerequisitesof aneffectivemonitor-
ingsystemat theprojectlevel,butthePakistaniexperienceshowsthatthisnewly
developedsystem.of inputandoutputmonitoringis notbeingfollowedclosely
exceptinafewcases. -
Whatevermonitoringandevaluation(M&E)arrangementsexistattheproject
level,thesewereconstrainedby lateestablishmentwhichconsequentlyaffectedthe
operationof M&Ecells/units.Theyshouldhavebeenconsideredatanearlierstagein
theprojectcycle.A delayinestablishingsuchunitshasbeenduetothelackof funds
withProjectManagementforrecruitingandtrainingappropriatestaffforthejob.
Thereareinstitutionalndfinancialconstraints,too.Institutionalconstraints
arereflectedin theshortageofqualifiedstafftooperateamonitoringandevaluation
system.However,thisdoesnotholdtrueforallorganizations.Forexample,WAPDA
statedthattheirmajorproblemwasfmancialratherthanof shortageof trainedstaff.
Fourmajorecommendationscanbemade:
1. Sincetheorganizationalandinstitutionalrrangementsfor manyprojects
areveryweakbecausetheyareconsideredverylatein theprojectcycle,
attentionshouldbepaidto assessingvariousorganizationalndinstitu-
tionalalternativesforprojectimplementationattheappraisalstage.
2. It is observedthatprojectmonitoringandevaluationin Pakistanare
carriedout througha multiplicityof monthly,quarterly,half-yearly
andannualreportswhichproduceinformationin excessof requirements.
This resultsin an unnecessarywastageof time,energy,andmoneyin
sortingout therelevantdatafor decisionmaking.Thisisa designdefect
in themonitoringandevaluationsystem.Therefore,attentionshouldbe
paidto thisproblemat theappraisalstageby limitingthenumberof
reportsandmakingthemmoreobjectiveintermsofinput-and-outputmoni-
toring.Thefrequencyof monitoringshouldalsobedecidedatthistime
andabalanceshouldbemaintainedbetweentoomanyandtwofewreports,
andthetimeintervalbetweenreportshouldbeof reasonableduration.
3. Generally,noregularfinancialprovisionsaremadein projectbudgetsfor
monitoringandevaluation.It isrecommendedthatacertainpercentageof
projectcostsshouldbeallocatedfor thispurpose,becausexperiencein
othercountrieshowsthatinvestmentin monitoringandevaluationhas
provedtobehighlyprofitableintermsof improvedprojectperformance.
4. Finally,thesystemcannotbeeffectivelyoperatedif therequisitestaffis
not in positionatthecommencementof projectimplementation.Given
thecomplexitiesof agriculturalndruraldevelopmentprojects,thereis
needfor amultidisciplinaryteamintheM&Dcells/sections.Furthermore,
it is essentialthatfield staffbe conversantwith thelatestechniques
involvedin thecollection,processingandanalysisof data.Thisrequires
trainingofpersonnelinthefieldof datahandling.
Lastbut not theleast,for effectivemonitoring,theprojectmanagershould
bea highlycompetentpersonwithsufficientauthorityandpowerto taketimely
actiononthebasisof themonitoredata.
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Commentson
"TheProjectMonitoringSysteminPakistan:
An Evaluation"
I mustcomplimenttheauthorsondealingwitha relativelyunresearchedfield
in an imaginativemanner.Despitethemanyobviousadvantagesof aneffective
monitoringsystem,themostinterestingresultofthepaperthatI foundwasthatthe
monitoringsystemisalmostnon-existenta theFederalandProvinciallevels,while
attheprojectlevelit existsonlyforforeign-aidedprojects,probablyunderpressures
fromthedonoragencies.
To beginwith,it shouldbe fruitfulto identifythefactorsthatmayexplain
whyeffectivemonitoringsystemshavenotbecomeanintegralpartofdevelopment
administrationi Pakistan.Insufficientunderstandingby thepolicy-makersof the
usefulnessofmonitoringasamanagementtoolmaypartlyexplaintheirreluctanceto
buildmonitoringcomponentsintoanydevelopmentproject.Thepolicy-makersmay
resisttheintroductionbecauseof thefearsthattheweaknessesof theprogrammes
pointedoutduringmonitoringandongoingevaluationmayhaveadverseimplications
for theirprofessionalcareerswhichareprobablyadirectfunctionof smoothrunning
of theadministrativemachineundertheircommand.Someprogrammemanagers
opposemonitoringand evaluationas they fear that the weaknessesof the
programmeshighlightedby themonitoringexercisemayprovidegunpowerto the
criticsto effectivelyshootdowntheprogrammesthattheydonotlike. Effective
monitoringandevaluationsystemsareverycostly. In developingcountries,where
thereis scarcityof technicalskillsandfinancialresources,wheneverthechoiceis
betweenallocatingscarceresourcesbetweenmonitoringsystemsfor development
projectsandprogrammesandnewdevelopmentprojects,thechoiceisoften~adeto
fundtheadditionalprojects.Anotherreasonfor thelack,or ratherslowdevelop-
ment,of theeffectivemonitoringsystemstemsfromthefactthateachnewsystem
hasto replacesomeexistingset-up.Monitoringin Pakistanatpresentisbeingdone
in an informalmannerthroughpersonaldiscussions,meetingsat differentlevels,
directobservationandevaluationof programmer sultsobtainedthroughinformal
channelsof communication.Someresistancein replacingthe existinginformal
monitoringsystemwith formal,scientificallydesignedmonitoringsystemis but
natural.A twofoldstrategymaybehelpfulin overcomingthisconflict. Studies
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shouldbe carriedout on thebenefitsgainedfromeffectivemonitoringsystems
leadingto appropriatemanagementaction.Thecostsof monitoringsystemsappear
to be prohibitivewhilethebenefitsof suchsystemsarenot easilyseenin an
improvedimplementationf the developmentprojects.Thecalculationof cost-
benefitratiosforthemonitoringsystemshouldprovideusefulpiecesof information.
Theformalmonitoringsystemmaybeintroducedinstages;forsometime,boththe
old informalsystemandthenewmonitoringsystemshouldrunconcurrently.The
oldsystemmaybephasedoutwhenclear-cut,positiveresultsemergefromthenew
monitoringset-up.Theimportantpointtonoteinthisregardisthatthesuperiority
of the newsystemshouldbeprovedto thepolicy-makers,programmemanagers
andtherepresentativesof theintendedbeneficiariesof developmentprojectsand
programmes.A consensusamongthethreeactorsshouldhelpin theinstallationof
aneffectivemonitoringsystem.
Thedecisionto put in placea formalmonitoringsystempresumesanagree-
menton themostsuitableformof theorganizationalstructure.Theauthorshave
not discussedthisaspect,presumablybecauseit is a vastareaof studyby itself.
A numberof pertinentquestions,however,needto beraisedandansweredbefore
somedecisionontheappropriateformof themonitoringset-upistaken.Shouldthe
monitoringset-upbeanindependentoneorshoulditbeapartof theprojectorgani-
zation?Shouldthemonitoringandevaluationset-upsbemergedintooneagencyor
shouldtheybekeptseparatefromeachotherandentrustedtotwoagencies?Should
themonitoringset-upbecentralizedordecentralizedtoaprojectorganizationlevel?
All thesequestionsneedadetailedempiricalexaminationi thecontextofPakistan
beforeactualchoicesaremade.Briefcommentsoneachof theissuesaregivenonly
toshowthecomplexnatureof thechoicesandpertinentconsiderations.
Thecreationof aseparateorganizationformonitoringandongoingevaluation
maybejustifiedasthestaffimplementingaprojector aprogrammemayhidethe
shortcomingsandinflatetheachievementsof theprogrammeb ingimplementedby
them. Theprogrammestaff,on theotherhand,haveabundantandeasyaccessto
dataconcerningbothinputsandoutputsof theprogrammeandmaybereluctantto
passonthisinformationtoanotherorganization.Thisproblemmaybetackledif the
separateorganizationis placedunderthecontrolof theheadof thedepartment
implementingaprojectoraprogramme.
Theissueconcerningtherelationshipbetweenthemonitoringandevaluation
agenciesalsoneedsacarefulbalancingofprosandconsof entrustingthesefunctions
to oneagencyor to two differentagencies.Monitoringandongoingevaluation
overlapconsiderably.Theinformationfrommonitoringexercisecouldeasilybeused
by anevaluatorwhenbothfunctionsarecombinedin oneorganization.On the
otherhand,combiningthe two agenciesmaymeansomecompromisesregarding
soundandimpartialjudgementof theevaluationstaff.
The issuerelatingto thelevelatwhichmonitoringneedsto becarriedoutis
alsoacomplexoneasadecisionisrequiredwhethermonitoringshouldbespecificto
eachprojector to majordevelopmentprogrammes.Furthermore,it needsto be
decidedat whatlevelsof implementationthemonitoringset-upsneedto beestab-
lished.Project-specificmonitoringcanbringoutspecificdifficultiesrequiringacorrec-
tiveactionon thepartof themanagement.However,monitoringeachandevery
projectmaybeveryexpensive.Shouldwemonitorall majorprojectsandsome
selectedsmallprojects?Programme-levelmonitoringhasits ownusesbutmany
requirea largeorganizationwithusualdefectsassociatedwithlargebureaucracies.
Moreover,a monitoringset-upneedsto be establishedat eachlevelof implemen-
tation. Eachlevelhasto haveinformationwhichmayenableit to takecorrective
actionwithinitsownareaof competence.In thecaseof Pakistan,it meansthat
effectivemonitoringset-upshouldbeestablishedatthefederal,provincialandlocal
levels.
An identificationof thefactorsinhibitingtheuseof aneffectivemonitoring
systemandthespecificationof theorganizationalrequirementsforthemonitoring
set-upareusefulpiecesof information.Equallyimportantissuesaretheidentifica-
tionof programmeobjectives,choiceof criticalvariablesrequiringmonitoring,and
establishmentof anappropriater portingsystem.Programmeobjectivesin official
documentsareoftenvagueanddo not clearlybringout therelationshipbetween
activitiesand goals. An agreementon the goalsand the logicalrelationship
thesegoalshavewithactivitiesneedsto beascertainedthroughacarefulscrutinyof
all the projectdocumentsand a discussionwith the concernedpolicy-makers.
Varioustechniques,likepr,ojectperformancenetworkchart,programmeevaluation
reviewtechniquesandcriticalpathmethod,havebeenin usefor alongtimeand
haveaidedin the identificationof theinformationeedsfor effectivemonitoring.
For local-levelprojects,in whichruralfolksareinvolved,suchtechniquesneedtobe
somewhatmended.Theproblemsintheapplicationof suchtechniquestodifferent
projectsandprogrammesin thecontextof Pakistancanonlybe identifiedafter
practicalexperience.It is my impressionthatsuchtoolsin Pakistanhavebeen
taughtin projectplanningtrainingcoursesbuthavenotbeenwidelyusedinpractice.
Theauthorsconfirmthiswhentheysaythattheprojectdocumentsdonotcontain
therequisiteinformationtoenableaProjectManagertomonitortheproject.
ThegeneralconclusionthatI reachis thatthelimitationsof ourknowledge
in theareaof projectmonitoringinPakistanareimmense.Thefactthatrecommen.
dationsto installeffectivemonitoringsystemshavebeenconsistentlyignoredbyin-
telligentandwell-intentionedgovernmentofficialsconfirmsthatthereis farmore
ignorancethanill-will behindthe undesirablepolicyactuallychosen.Thereis
thusan urgentneedfor moreresearchin thisarea. Sincedevelopmentprojects
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cannot,andshouldnot,befrozen,generalconclusions,evenif theyareonlyinterim
ones,haveimmenseusefulness.Fromthispointof view,theauthorshavedonean
immenseserviceindrawingobviousbutpertinentpolicyconclusions.
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